Identifying six distinct types of management approaches, analyzing the benefits of each, and identifying under what circumstances these approaches are likely to be effective.
Identifying specific competencies and skills most important to the development of management effectiveness.
Understanding three key characteristics of excellent communicators and effective managers.
Improving listening skills.
Avoiding roadblocks to communication and employing listening skills as a key skill in solving problems as a manager.
Improving skills in the delivery of performance feedback to employees.
What is a "Good" Manager?
"My ideal of a manager is a person who would really be looked up to by those around him as a model for their lives and for help and guidance. Many people might even have a kind of an awe or reverence for him. He would be much more concerned with being respected than liked. Close personal relationships would be somewhat incidental. The person would clearly be seen as in control of the organization and know everything that is going on and how to handle it. He would be viewed as infallible and unaffected by things going on around him, not very emotional, and rarely, if ever, displaying emotions to others. He'd usually be perceived as the brightest person in the organization, able to solve things quickly and with a high degree of sophistication. This manager would be essential to the functioning of the organization; without him it would quickly fall apart. He's responsible for orchestrating the workings of the entire system." 
Characteristics of Hero-as-Conductor
Many managers recognize that managing using a "hero-as-technician" approach can be counter-productive, and so have shifted to more of a people focus -but continue to carry the "hero" characteristics into this change of focus. Here, the "hero" manager involves employees, but still casts himself/herself as the central, heroic figure who orchestrates all the individual parts of the unit into one harmonious whole. The manager has as grand plan and keeps everyone working at his or her piece of it, and uses technical/functional knowledge as a tool for keeping order and for getting everyone to do what is needed.
Controls activities of employees to be sure that work is done "right" Acts as central decision-maker and coordinator Determines how work is divided and integrated Works hard to stay on top of all activities to prevent chaos, inertia, rebellion, and incompetence
A Heroic Management "Acid Test"
This excerpt provides a wonderful "acid test" for whether we are developing our employees' capacity to perform at a high level, or whether we are increasing their dependency on us as managers:
If you can answer the questions that make it to your desk, something's wrong with your system. The supervisor/manager gets paid, 100 percent as I see it, for dealing only with dilemmas that cannot be dealt with by those closer to the action. If you can readily answer the questions that come to you, then "they" aren't stepping up to the plate. (Doubtless because you haven't allowed them to!) Look at the queries that come your way in the course of the next week. If they aren't imponderables, if you can answer most of them, then take a serious look at your system -and wonder why such stuff makes it to you and distracts you from the issues you should be dealing with.
-adapted from Liberation Management Tom Peters 
Capabilities, Competencies & Skills

Self-Awareness
Accurate selfassessment: a realistic evaluation of your strengths and limitations Self-confidence: a strong and positive sense of selfworth.
Self-Management
Self-control: the ability to keep disruptive emotions and impulses under control Trustworthiness: a consistent display of honesty and integrity.
Conscientiousness: the ability to manage yourself and your responsibilities.
Adaptability: skill at adjusting to changing situations and overcoming obstacles.
Achievement orientation: the drive to meet an internal standard of excellence.
Initiative: a readiness to seize opportunities.
Social Awareness
Empathy: skill at sensing other people's emotions, understanding their perspective, and taking an active interest in their concerns.
Organizational awareness: the ability to read the currents of organizational life, build decision networks, and navigate politics.
Service orientation: the ability to recognize and meet customers' needs.
Social Skill
Visionary leadership: the ability to take charge and inspire with a compelling vision.
Influence: the ability to wield a range of persuasive tactics.
Developing others: the propensity to bolster the abilities of others through feedback and guidance.
Communication: skill at listening and at sending clear, convincing, and well-tuned messages.
Change catalyst: proficiency in initiating new ideas and leading people in a new direction.
Conflict management: the ability to de-escalate disagreements and orchestrate resolutions.
Building bonds: proficiency at cultivating and maintaining a web of relationships.
Teamwork and collaboration: competence at promoting cooperation and building teams.
Peer Consulting Opportunity
Describe a key challenge you are facing as a manager right now.
How have you approached this challenge up to now?
What about your approach so far has been effective? Ineffective?
Characteristics of Excellent Communicators
Well-formed expectations
They know what they expect and communicate it clearly to others
Keen observational skills
They are keen observers of others during interactions and recognize when they are failing to achieve desired outcomes
Behavioral flexibility
They use failure to achieve desired outcomes as feedback and adjust personal behaviors accordingly
Problem Solving -Two Approaches
Heroic
Post-Heroic
Employee brings problem or concern to the manager Employee brings problem or concern to the manager  
Manager listens Manager listens
 
Manager solves problem or concern
Employee solves problem or solves it jointly with the manager For each approach -who "owns" the problem?
For each approach -who "owns" the solution?
Which approach will more effectively develop employee commitment?
Which approach will more effectively develop employee capability? 
Roadblocks to Communication
Door Openers Passive Listening
Active Listening
Active listening is the process of:
Checking for understanding, and Encouraging more discussion
Examples:
Sender: I don't know how I'm going to sort out this problem. Listener:
It sounds like you're nervous about figuring out the cause of the problem. -orListener:
You're concerned that you might not succeed in solving this issue.
Sender: I thought that the meeting today accomplished nothing! Listener:
You feel we could have accomplished much more. -orListener:
You're thinking that we didn't agree on practical action plans.
Sender:
The program that we use for this is totally useless! Listener:
You don't feel that it is an effective, practical application for us. -orListener:
You're finding that it holds back your productivity. When you take the responsibility for problem resolution away from the employee and onto yourself, you strip the employee of being able to have internal commitment for problem resolution.
Reluctance to Use Active Listening
Often, managers are reluctant to use active listening because:
They are afraid that active listening communicates agreement with the sender's predicament and will foster complacency They are afraid that the feelings which have been communicated by the sender are permanent They see it as unnatural and/or are afraid it will look "fake"
Key points:
Communicating acceptance of the individual is the first stage of effective problem resolution
Communicating acceptance of the individual is not the same as communicating agreement with the nature or "permanency" of the problem
Active listening responses tend to defuse emotions and get to the real heart of the matter
With difficult problems, it is rare for an employee to present the "whole" problem right away -especially when he/she knows that some or all of the problem's cause may really be his/her own! 
Peer Consulting Opportunity
How have you approached this challenge up to now?
Praise of Positive Performance
How effectively are you using praise as positive feedback to motivate employees?
Provide a specific example of positive performance for employees who report to you. To be most effective, feedback must be immediate.
D C
Components of Effective Performance Feedback
Action Planning
What must I do to recognize heroic management approaches and ensure that my approaches to situations, opportunities and problems are effective?
What must I do to avoid roadblocks to communication, listen more effectively, and use active listening as a key problem-solving tool?
What must I do to recognize opportunities for performance feedback and deliver effective performance feedback?
Key Coaching Questions
When working one-on-one with an employee, a performance coaching discussion that utilizes these eight questions as a format for guiding the discussion can be very effective.
Performance Coaching
Performance feedback must be managed in two segments -preparation for performance coaching, and the process of actually providing performance coaching.
Preparation
Create an effective learning environment
Vary your role in the learning process
Create a coaching plan (you) and a learning plan (employee)
Process
Work one-on-one
Orchestrate learning opportunities
Enhance self-reliance
Recommend resources
Conduct debriefing sessions, using effective feedback techniques
